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PROFOCSAL FOR THE

'RAPID TEANSMITTAL OF INFORMATION REPORTS AND CUSTOMER REACTIONS

The Problem

The problem faced by the Agency Planning Group in the routine in-
telligence fleld comes under three headings:

a. Spead of processing, taking smdvantage of new technulogy;

b. Quallty of reportiag, disnissing submarginel. informetion -- and
agurces -~ at the earlliest poasible stage;

¢, Tailor-mede disseminstion to keep analysts from being flooded
with materials not pertinent to thelr work. |

These facets are interrelated. Processing deleys in getting reports
to customers Lreed sdditional delays in getting reactions and evaluations
to the collectors. The half-life of information 13 short; loss of interest
in 1% due to time leg produces lack of interest in improving the source's
production.

It we are able sigrificently to cut the number of processing stens
and their sgrregate time, users will better recognize their own interest
in furnishinr feedback to the collector. Collectors will sppreclate this
timely lnteresst in their operations; and case officers and sources alike
will be encouraged by the speed with which their material was bandled, and
the interest Washington has taken in i%.

Speed and quallty are perticulerly cloeely interwoven in the field
of mrginel ar submarginel reporting. If users can let the collector |

knovw quickly %that certain materials are valueless, operationsg can be
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effectively re-directed or stopped, freeing field manpower for more con-
structive enterprises. If the discovery of lack of value igs delayed, or
not commniceted, operations g0 on 1ndefin1£ely, producing nothing. and
the Agency's best asset, its professionsl manpower, remains tied up in
them.

In late 1958 the DOI appointed a planning group, repreaenting all
elerents of the Agency concerned, to recommend a communieations rnd re-
poriing system for CIA which would result in a speedier and more efficient
flow of reports to the using mmmlysts. The proposal below hag bheen de-
veloped by members of this planning group. It is designed to cover a
falrly limited number of CIA reports in the early stsges of its opera-
tilong. Tt is slso designed, hewever, to be expanded to cover a larger
percentage of CIA reports snd possibly even the veports of other intelli-
gence egencies if opereting experieunce proves that these steps may be

desirable.

- P om
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The NHeed for a More Expeditious System of Reporting

{8 a result of recomzendations mede by the President's Board of
Consultents on Foreign Intelligence Activities {the Kull Committee), the

President hes directed the intelligence community to sstablish = system

25X1A2 gﬁbﬁ%ﬁ-ﬁﬁ%‘éﬁ%ﬂﬁoﬁ%m&l intelligence within speeds spproaching ten

0008-5 minutes.
25X1A2g0

dystem has been designed to meet this specific

task. In devising syaten, however, the Critical Communica-
tions Committee advenced, and the USIB approved, the view that Ffor any
system of reporting of crifieal intelligence to athieve wmaximunm efficlency,

it was eagential that there ﬁe an ineressed flow of more timely background
aata'againat which to essess items of critical intelligencs.

In view of the wmerging cepabllity of the Soviet Union in the field
of guided missiles and the genersl speed-up in the field of weapons and
communications, the DD/ hae sct as s goal the establishment of a report-
ing aystem in the intelligence commmity which will get substantially all
intelligence information tﬁ the analysﬁ within tweniy-four hours after

the preparation of the report in the field. Commnications and other

mechanical technigues are suffieclently advanced to make this s feasible

- goal,
Betore developing s syster that can include the reporting of the
Fntire intelliigence comminity, it is necessary that CIA develop a aystem

z
H

for its own reporting thal will wmove towvard the schievement of the

twenty-four hour goml. The experisncs gained snd the techaiques devised

in the development of this internal system might well provide the basise
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for a repld systen encoapsssing the rewsinder of the intelligencs
eopsmanity.

At the present tine Informaticn is veceived by lptelligence analyeis
ovir an oxtended peried of time siter the ovent haing reporied. Hoow
ini'ooretion {8 recelved in a mabter of hours or days frop the FBIS and
the cabled reporte of other reportiag &gaiicieﬂ, iﬁiilxiﬁiﬂ& the Clandesting
Sewwices of CIA. The btulk of the informetion, hovever, is recelved in
dlrpateh or report form over ssversl weaky or woiihs foliowing. For
excamle, Clundestine Sarvices pouched vaporte, ascording to & receny

two-dey semple, reach the soslysis' desks on an avergge of 5k deys arber

the 1> geouinition in the fleld. A schematice chart of the present sad

N [
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C3 reports laterally disscminated in the field somebimes reach
other agencles and depertments in Washington through their channels
appreciably socner than through CIA. In some instances, other sgencles
and departments have disseminated information taken frcm CIA reports
in their owmn p\gblieations before the Agency recelved its own copies.

c pCustomers complain that they receive too many reports they do not

jb
need, and thet they fall to receive information they dc need. The

34% /»"‘ phrased, up-to-date requirements end substantive evelustion of reporis.
- /
' A lack of commmication between the two elements is evident,

j
|
i
i
I
i
i
|
|
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The Guidance Factor

Adequate guidance would 4o much to improve CS regorting in ail
these respects. It would inform the field == pramptly and frequently
-~ vhat the commnity wants, and thereby enable the collector to
concentrate on acquiring that informetion. In doing this, it would
reduce the volume of reporting -- and this pmaller volume of better
material could be handled moxe gspeedily. There is a school of thought
vhich argues that formal Requirements alone dictate what informetion
is to be procured. ‘This iétmetoanextent: anyone procuwring
information vhich falle within the scope of a s;éeeific requirement
vill serd it in. But this doas not in practice limit the procurement
of infohﬁtion which is not responsive to needs, or which is only
barely so. |

The humen reascns are simple: at one end is the hungry writer of
requirements. He writes loossly in order to obtein all information
vhich may besr on his subject. At the octher end is the field case
officer. He will find sane beering oo saue requirement in almost
anything. The "Initial Reactions” proposed in the present paper are
intended to supplement requirements and substantive eveluations with
& new form of repid, frequent, critical appreciation of production,
and thus aid in establishing commnicetions betwesn custcmer analysta
and producers of information.

The DD/P has set az a goel the weeding out, at C8 field stations,
of volume reporting below the level of significance to the intelli-
gence cammnity, through the Jjudicious application of these and other



Sanitized - prved For Release : CIA-RDP62@9680R000100230008-5

Synopsis of the Proposal

The cycle of the pruposed system consists of the following elexents:

8. Reports are typed al the fleld station_on a Flexo-
25X1A2g

writer with a tape by -product.
b. After mechsaical encrypting, tape is forwarded to Hesdquarters
by unaceompanied youch or, es KW-26 equipment becomes available, by
electrical neanvs.
¢. After irechanical decrygting at the Beedqusrters Signsl Center,
clear tex* tapes ias furrished the Cable Secreteariat.
25X1A2g . Q‘x a twin of the input 'l"lexowritgr, the clear text tspe is suto-
mntically typed and carbons furnished to the sction d=sk.
e¢. An OCR document anslyst assigned to the Coble Secretariat plsces
appropriate ISC ¢odes on the mat, together with an indication of ths dlg-

semination normally accomplished by OCR. Simultanecusly, the action desk

reviews its coples, edding eppropriafe release and disasminstion instruc-
tions and making minor corrections. A completed copy is returned to the
Ceble Secretariat. 25X1A2g

f. The fully ISC coded, releasad, corrected, and_ is
then run off for external and internal distribution by messsnger or @lgc-
trical transmission.

g. Initisl Reaction Sheets (see Attachment A) are filled in by
snalysts with substantive interestis, and returned within three working
days to OCR.

h. The Mechine Branch of OCR processes incoming Initisl Reaction

Sheets on punched cards. Lists of Reguirements are processed in the same

-8 -
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mannar. Reproduced decks of thesa cards go to the Machine Braunch ¢ RID,
DD/P. ,
1. OCR furnishes DD/Y internal disseminetion and document processing

t‘,/:rﬁces with eppropriately orzanized tebulatiocns of analysts' reactions to

dieseminations they have recsived {Question 1), and liste of ISC coding
proposed by anslysts which was not foreseen in the initial coding process
\(uestion 8). |

j. Meantime, the Machine Branch in the CS hss punched cards of other

1nfdrmt£on, such a2 repori numbers, projects, sources, originating sta-

tions; appraisel, subject, etc. Upon receipt of the cards male frox Initial
Reaction Sheets, it prucesses these for transmission of specifically perti-
nent tabulstions by pouch or taletaps to the fiold, with copies to the
desks and 8taffs concerned. |

A pilot model of this gystem cen be prmptl,y established with the

25X1A6a _ Pased on experience with this model,

the vhole system can then be sdapted for use elsevhers and particular
featuree spread cut to cover C3 reporting across the board. The iszue of
whether and how to apply the system to customers in other Agencies can
then be worked on piecemasl.

There 18 no mechanical reason why the full cycle of reporting to tha
customer, and return of initial customer resmctions to the field, nesd take
looger than ten working dsys, it unaccompaniad pouch is used, epd leoas if

tape iz trsnsmitted by electrical means.

iti - 3 - - 000100230008-5
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Procesgiog by the Pleld Reports Uffice

The forpet of the report to be uwsed by the field siation is & come
promise bebwesn the cable snd the present dlspatched Informetion ueport.
The intention is to provide o means by which the first typing of ths
report repsipe the only one in the vhole gprocess, wless extensive re-
wrlbing, sad thus retyplog, hecenss aecessary. To schleve thisg, toe

field will use the formei of the Hesdguarters T.D. sb inltio for tbix

method of veports processing.

25X9A1

Typing tekes place on a Flestowriter according to a fixed formet
epbodied in 8 Maanal., The Torme? should satisfy Jocal disseminetion
nezds as well as thosu of Esadquarters. The statioun is free to teke
advantege of the varicue nechanioal festures of the Flexowriter shizh
perals automaiic typing of standard lnformetien, snd initial typing in
dreft followed bty autimetic riael typing. Skilled coperstors willl soun

- 25X9A1 obiailn optimm results.

Sanitized - Approved For Release : CIA-RDP62-00680R000100230008-5
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Processing by Field Signal Center

Thue Office of Communications has elsborated the anecessary proce-
dures to be used in fleld and Heedquearters Signal Centers for the
Teletape encrypting and deerypting process. The essence of these pro-

cedures 1s to prevent confueion botween clear text and encrypted tspes
25X9A 110023000855 to a3 spatch.

Sanitized - Approved For Releasé : CIA-RDP62-00680R000100230008-5
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Procesaing Upon Arrivsl et Beodquariers

25X1X4 Adeq@tc mesgenger srrangemants exist for f:h@ movenent of Telsbepe,
con occoves [ -
RID. The tape is merely logged 38 o unit and moved by hand to the
Signal Center in L Bullding without delay. There mechanical processing
produces s clear text tape. In the Teletape process as we have tested
it so far, this clear text t\ap&‘ 16 delivered to the Division for further
handling. ¥For the reporting purpose, however, we propese that 1t go

~directly by dumb-waiter upstairs %o the Cable Secretariat.

Sanitized - Approved For Releéslé3: CIA-RDP62-00680R000100230008-5
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Processing by Cable Secretariat

The first item to appesr om a roports tepe will be the non-
dissemineble Operational and Source Cover Sheet. The typlst in the
Cable Secrztayiat vill place one of these shests, with the number of
carbons required by the Division, in her Flexowritsr svd sutomaticelly
type this portion of the materisal. The macline stope at the end of
25X1A2g '
the pege. The typist then puis m-mt, with three or four carbous,
into the muchine and resumes automatic typing of the disaeminable por-
tion of the report. 25X1A2g

The Cable Secrstariat rstains the aat for trestment as

25X9A1

described belov.

o - i -
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Simltaneous C

Waile this revievw ;rocess teakes place in the Division, an OCR
document anelyst, statloned at the Cable Secreteriet; has assigned
pertinent ISC mmbers (probebly frmn mﬁﬁmﬁnm version of the
Code) to the repert, and wte@.thmnm-mto Fe has alsoc indi-
cated the disseminsiion the report should receive beyond thath assigned
by the CS. All run-off coples will thus besr the cods mmbers and

disseminetion, end _n‘g processing tine was lost by indecting theae
essential steps b this stage. 25X1A2g

As socn &/ the relesse cupy of tim.is received fram the Divie
sion; the Cable Secrétm’:&at types the 5 mumber on the mat, as well
68 smendmer's to the standard C8 distribution ledder. Minor compser. g
tions in tie text can alsc be taken care of at this stege. Tac]Jis
thznrsmoffmthemmﬁsimmhm*of copiea foar interpal and extar-
ral €8 ilsceminatican. Courlexr Msﬁrwﬁﬁg&km plece along with the
novw custorary distribution of cahled.

It is possible at thia zm;ge to take advantage of the mz’&ﬁ%@
clear text tape vhich was used in the sutcmotic typing of shcfto
relay the report electrically Lo customers. The chences arve however,
that until KH-»BT equipnent bocomes avallable this tj:p-a of processing
will be limited to offices vihlch have the essenbinl equlpwent now
functiopning, 1.e. essentially OCT. We conslder 1% deszirable o make

electrical dissemination to OUT in ovder VO acguire the necessary

- 16 -
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operating experience ageinst the dey when 1% may be necessary or dew
sirable to make extensive electrical dissemination to a wide range of

custoners,

For detalls on KW-37 and its potentisl, see Background Paper No. 8.

- 17 - .
Sanitized - Approved For RGWP62-00680R000100230008-5




| | i
Sanitized - vaed For Relezése : CIA-RDP62¢0p680R000100230008-5

The mt;s.ai lieactiea Sheet

vnle the form is sel:l.’-expzanatory, sevexral polnta shmld be made
in suzzport of it.

va.',y deyartment of the Agency has experiencsd o stesdy increasse
in busiiess, volume of paper, op@ratioml activity, wumber of reports,
runber of Tabl\, groups tranamitwd , ete., every year. There appears to
be o steeﬂy annual growth of heween 10 =nd 15%. It is the result of
15 years oi’ preperatory vork now giving us, in volume if not in quality,
mcreasing}y the product ve hﬁwg sought. On the other hand, we have
reached ou1 peck in magpower. '

Socner or later this conflgct will cease to Le merely snnoying.
Most of uajpleaﬂ that we are so ;sfmloaded that we ceanct teke om
ancther pi%ce of paper or a.noi:he;r form. Individuel componente strive
valiantly tv improve the effa@tgxfenaﬁs of their use of mangowsr by
regulatin& thenseolves a little b’ﬁ“*‘-;er in one respeet or another, but
the paper £1ood does nut dininteb.

The f:ja.eb i3 that all &Mﬁa In the reporiting bwusiness, from
procm'ement through anslysis, a.re perts of e single whole. Once the
nost serio\‘;s problems facing aach of the componeats ore viowsd, not es
thelir exclixsive, individual emwm wat, a8 aspects of & single large
problem, then new golutions cffer themselver which may tend to be
simpler am} more effective. Ve mfe: o m 25X1A%9a
Cuiding of Intelligence coll.vza&*cicm, " Studies in Inbeliigasnce, Yol. 3,
Fo. 1, for other mspects of the came issue.

let ue have the courage to;face the anslyst -- to begin with

- 18 -
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vithin the Ageney -- with another form. The payoff will be worth it.

Three sspects of the reporting mhlam are combined in it: those of

?aypropriately limtted dissmimt-im, of adequate IBC coding for latex

retrieval, and of & quick expression of interest to assist the coilector. u;)})
Only those apalysts should ﬁe asked to use the form whose "foedbacky “;e.n‘
will be worth expleiting, i.e. the speclalisis concerned with the sube UJ"))

Jeet matter reported; those respensible for writing collection require- W}}’ % :
ments; those vwhose work will suffer if information is not edequately {‘”%’,/‘/
fetrievable for lack of coding. | It stends to reason that thelr coopers~
ition will be gtzicmy revarded ‘sy receipt of favwer reports which are of
no interest: to them:; by retrieval of filed materiels they need in resesrch;
by more dirset and effective coutaet with the collectors, triggered by
their respcouses on the IRS. |
The anolyst hss move isportent business then +o Till in forms;
hence the form must be siwple, and e=sy to use and melil. We might
provide participating enalysis with blank forms, end pre-sddressed
envelopes coataining ientifying pre-punched cards, to mamke processing
easy at all stages. '
Punched-cord processing of £illed-in IRS forms should be used for
all reporting derived from it. »This will sllow us to use the form in
& single eepy» never veguiring mnua.l serting snd distrlibution. All
derived produ#ts take the form c;f tailaromﬁe machine tabuiations. |
The form 88 1t eppeers in the ettoctment, elthough finiched in | |

appesrance, 1s merely s draft for discussion and further refinement.

yti : Ve, : CIA-RDP62-00680R000100230008-5
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Peedback for Coders

Every theoreticel discussion of retrieval problems bringe out the
inevitable humen limi%ations in the coding précess. For a recent review
of this problem, see ‘aul A. Porel's article "On Processing Intelligence
Information," Studies in Intelligence, Vol. 3, No. 1.

Analysts in the Dicument Division are not omniscient universal
geniuses; they ere able to gssign the apparently essential codes, but
they ere bourﬂ to overiook, or mot to be aware of; angles under vhich
retrieval might in futuce become eggential. This is the primary criticism
of the present librery zsysteﬁl, jeveled at it by perscnnel using it. The
intelligence subject ccde, present or revised, is & splendid instrument,

‘ useful exactly to the point to which coders properly foresse the headings
under which meterisl muy need to be recovered, but no further.
‘f The better end more widely known the Intelligence Subject Cede, the

4 .
J) re it is directly uscd and contributed to by experts in thelr various

\‘ fields, the better the retrieval system.' The Initial Reaction Sheet pro-
\ .
. . vides a simple method of contributing to the coding. This presumes that
) the ISC codes originslly acsigned by document enelysts are avallable on

the report for review. Any analyst who recelves a copy can teke csre of
his own interests beyond the 1ﬁitial coding by adding appropriate codes
on the form. '

Mechanlically, the additional entries will be referred to the Docu-

ment Division in weekly tabulations. These wil_l cite the nome of eech

contributing analyst, the sdditional codes each has propoged, and the

7 oy
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report numbers to which thesge peitaiu. They can eppear in document number
or ISC Code order, or any other 8esired arrangement, for discussion with
the proponents if this is indicaﬁed, and integration into the system.
Ouce thie feedback process has been underway for some time, ard
analyste have become used to it, it is to be hoped that they will develop
such confidence in the ability of the library -- particularly as mechani-
zation provides incressingly rgliable end rapid service -« to retrieve
what they nee;l s that thsy will bé willing 4o dispense with the bulk of
their own paper holdings. Without participeticn in the coding process,

this confidsnce, we believe, cann.0£ ve established.

. - 21 -
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Feedback for Disseminators

Beckground Pepers Nos. 1, 3 and 4, when read together, spell out
another cause of delnys in processing information reports to the ultimste
Agency user: The yethod, now in use, of successive dissemination through
organizational channels, with major distribution to the Office, from there
to the Branch, . rom there to individuals. Bulk processing through several
steps is inhevently inefficient, vwhen seen ss & whole, not only in terms
of time, buc also in terms of the number of copies required which must be
based on extrexs potential needs, rather ‘than specific known neceds.

Aiternstively, diesminﬁtion might be achieved within the Agency,
from & central point directly to individual analysts, on the' basis of
trheir specific requirements, kept up-to-date on a continuing basis, by a
feedback system suiteble to mechanizaticn.

Under such & sysiem, dissemination can take place by subjects coded
in the ISC, thus teking adventage of the fact that-reporta moved by the
proposed reporting system will carry pertinent codes on evei:y copy. Coded
requirements, on the ore hand, and ceded reports on the cther, aie 2 pre-
requisite for any attempt to mechanize the routine po:rtion of the dissem-
ination process. (Unusual spot requirements would‘ be handled outside the
system. )

An analyst's Statement of Requirements may be derived in the first
instance by tﬁbule.ting his response to Question 1 of the Initial Reaction
Sheet over a pericd of some months. The tabulation would contaln ell the

reports he received, sard their subjects in terms of the ISC Code.

Sanitized - Approved For RMRDPGZ-OO%OROOM00230008-5
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Docunent englysts could translate this tabulation into a tentative State-~
ment of_Requirements, for refinement in discussion with the anslyst con-
cerned. This would yield the analyst's current Stetement of Requirements
on which disseminations to him would be based. This in turn would be
kept up-to-date by the continuing feedback of his reactions on the IRS.

The‘experiment in autometic dissemination now underway in AFCIN-1
indicates that much sdditional pape: is pumped into the mill by the

tralght-faced, undiseriminsting machine. This is due to inadequately
1led out reguirements which are sdequately understood by trained
analysts, but cause hash by machine. A feedback gystem as proposed here --
properiy uged -~ will tend t¢ give the analyst and his supervisor divect
control over the volume of inférmation delivered to the "In" basket.

The supervisor is an intarested party inthis process becsuse of his
responsibility for & proper workloed dlstributicn to his subordinates.
This, in practice, is e most difficult task; most supervisors caryry their
own workloads, end do not inspect their subordinastes' "In" baskets at
regular intervals. Based on the Initisl Reaction Shest; supervisors may
recelve every week, or at any other convenlent interval, a tabulation by
name of thelr suvbordinetes of the reports they took in, and their resc-
tions to them. This is a tool which might lend itselfl very well to

proper workload distritution.

- 23 -
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Fesdback for Collectors

The remaining material on the form is intended to guide the collector.
It does not contain written evaluetions, but provides for checking of¢
the simplest and, under the circumstences, nmost useful elements éf
guidance. A punched card system will be developed to bring these ele-
ments to the repid sttention of field stations and Headquarters desks and
Staffs concerned. The system embodies the essential facta of projfggef A2g
DBRUFESY and reports, 1.e. the Operational and Source Cover Sheet, [
I ::occt Sumary shoet, and lists of
Requirements and their numbers. Hon-operational portions of these cards
will be reproduced for CCR for tabulations of use to DD/I elements. Oa
the basis of this materisl, end the Initial Reaction Shaet cards reeeivéd
from OCR, the Mechine Branch in the €5 will be in 2 position to distribute
such reports as the following at eppropriate intervals:

1. To the field -~

By station or bese, source cryptonym, and re-
ports officer: a tabulation of reports in field report
and ceble number order, citing the CS number, the sublect,
end esch Initial Reaction received to date; requirements
levied on the station, citing reports.and IRS reactions
pertinent to each; a list of reports not disseminated by

Headquarters, giving brief ressons.

2., TFor the Heedquarters Branch --
Copies of the sbove; in Source or (5 number

order, a list of outstanding evaluations (fram estion T

Sanitized - Approved For Releasel GIA-RDP62-00680R000100230008-5
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of the IRS) with the pames and telephone numbers of the
analysts vho promised them.

In order of customer offices: a i;abulétion of
C8 reports originated by the Branch, giving the names of
lndividual analysts and their initiel reactions.

Copies of materials detailed below.

3. For the Requirements and Project Staffs --

By Requirament Numbers: reports referenced to
them and Initial Reactions recsived.

By source cryptonym: a tabulation of materisls
rejacted by customers in response to Questiocas 2 through 6
of the IRS,

While the value of materiels of this sort should be apporent -- take,
for example, the operational usefulness of g quick reaction to Question 3 -«
the limitations nesd to be pointed up a8 well. The chief intention is to
provide officinls concerned with a convenient bhandle by which to investi-
gate a situmtion. If Inltial Reacticns run consistently high on & low
cost scurce, Hesdguarters parsonnel nead to spend little time on opera-
tional message in the renewsl process. On the other hand, if Initial
Reactions run adversely, this pz*évifi@s an indicaticn %o the desk and the
Steff thet the situation needs Lo bs looked lato. The purpose of the
tabuia‘tion is not to allow rejectlons to be drowned in the stack of paper
which is surfaced onée & year in the project renewal process, but to Pro-

vide a convenient methed for the prompt closing of margingal operationus
in the light of all pertinent facts.

iti - Releade :"CIA-RDP62-00680R000100230008-5
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Effect on Substantive Eiraluationa

The amount of bookkeeping now undsrtaken in the S to. kz2ep track
of individual projects and their rerorting product is very consider-
able. The scheme &s outlined here does not enconpass the present
substantive evalustion prcocess, the importence of which 1is in no vay
affected by it. In present experience, more than haif of the rather
elsborate Form 32 are returned by customer analysts with check marks
only, and no substentive comnents whatsoever. By diverting these to
the IRS, and by freeing desk and Staff persconsl of routine bookkeape
ing chores, it should be Tesnsible to spend move time in personsl or
telephone contect with qualified enslysts to obtain specific useful
commente .

One novelty of this schene, which is apt to meet with some appre-
hension in the C8, consists of the divect, uninhibited two-wny
camuenication between the reciplents of informetion and its producass.
An initial reection to the product is sent right back without inter-
vention &t the Headquarters desk. Thin carvies the risk thet the>
field may act indepeadently on the feedback to 2bop or redirect a pro~
Ject, as the case may be, without being so dimc*&;e:dv by the Eradguarters
desk. There ars two sides to this coniroversy: we would argue that
the C38 have persomnel in the field so coempéfsent that we entrust them
with the conduct of opsrations which sometimes carry considerable risk;
w2 can rely on them to digeriminate, PFurthsmmore, the desk is in &
position repidly o add its compenta to the material cormmnicated to

the field; since it weceives & copy simltaneously.
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Under the impetus of this system, it is to be hoped that substan-
tive evaluations will be processed to the field wiih & speed
approximeting that of the Initial Reaction system. They now take on
the order of six months to reach the field from the dete of the orig-
inal report. They are often valueless by that time. The reasons for
thesge dei.ays are for the most part mechanical end will be sepsrately
investigated and dealt with. |
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Mochenical Aspe:te

The mechar c: of the process from the analrat's golrd of visvw
are sinple onough. Upon his first recding of i incoming muterinls
he will P11l out tiw forz. He 141l also have Ly lis desk ?:a’}_“mk g
tailed sveliustion sheets which he mey wont to uie ¢ the sem: tlme, ov
later ca ~- althorgh as socn as possible. The Jozns, OF envilopes
contairing them, s:e all addresced to the smme polil: s % chine
Brench of OUR, We eetimate that; one keypunch -9waifcr ctn hrpdle 8ix
or eight hundred forme of this type a duy. |

After keypunching and verifylag, the bulk of Initied Reteticn
Bheats show'd be dostroyed. They have no docwwulery velae (nd are
ctn‘m.etely caplofted by machine processing emesh vhere tae,y contain
verbal Imstructicsn on such subjects as I3C coling. There alone will
then be hend-procensed.

Tee caplete deck of cexds should be repwimced dally for use by
the C3, and passed on to the Machine Bremch of IIE for fustivr pro-
cessing@

We shaidd exp .ore the possibilliity of taking TEM onxds *Rich axe
the product of thin beoklnseping, sorting them down in apgrop late
ordar for dissenintion %o field stetiors, copverting thea mochani.-
cally to 5-chonnel tape, anl passing the result bsck o the ifeld
vie the Tele‘*tape sthene.

Suoject Lo prrof to the copbrary in the courss of testlrg this
scheame, 1t is our :zasurphlon thal mappouer ;feqz:d;rei‘ in the Mrchine

Rouns of OCR apd e CS will be 5 fraction of ilet sawed in the Divi-
slons, the field, the 03 Staffs, and the seversl oifice of .
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Reproduction Bottleneck

While the model system will une electrical tranamis&ioﬁ from pro-
ducer to connumer, Tor e swall pertion of CS production, this will not
be the case Tor sousn time for the great bulk of it. Untll elzctrical
transmission becomss the rule, we shall have to continue to rely on
miltilith-type reproduvction feclilities. |

Although the reproduction and dissemination prozesses acve almost
identical, Coble Sscretariat reprotiuces cabled reporte for dlsssmination,
and Printing Services Division dces the same for pouched repo:ts. The
reason is thet the Cable Secretariat has proved its capability for spead
in its task, and therefore has retained this responsibility.

We feel that the reproduction facilities of th: Cable Szcratariac
are properly used for all internal dissemination of incoming cables, and
for electrical transmission outside, but that =2 better capability should
be esteblished by PSD for all reports not alectrically transziited to
cﬁatomere under CS numbers -~ cabled, pouched or Teletaped. Tals
facility, lile the Cable Secreterint, would have to work arcuzl the
clock and otherwise develop the same high degree of efficisnsy. If one
of cuf targets is to spesd up our yvoutine reporting across tas beoard, it
vould be counter-productive in the long run to proc:ss & small sector

efficlently, allowing all else to leg.
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Equipment
Asimuming £

the sgystem's apr

be sequived for
Cnz of ths

Flzzowriter. &

Background Fapa:
and cause troub!.
coenbtinuing f&a ¢

ticipating 1a %L

typa:  L.e. by
preduce & ¢clsay

of typing, for ¢

Speed asidc

aypproach would «

growing electric
Jommmenioations,
Properly design
o anploy secre!

increazed denand

satisfactory equ

The cost of

Three of the den

about as mach ar

3 oa tralaning end skills.

fimignfimimiinis

rorable conclusioms from the t2st, the issue of broefening
{leation will erise. Should presently availsblie equirpment

shis expansion, or should we wait for & better model?

yerkest anspecte of the system is its key element, the

a2 of ths problems we have with 1t are described in

Ec. 106; others sre inherent in its mecharnicel operstion
2 for the typist. The Office of Commnications s While
wich for better garldgets, sbould a@riousl:; consider par-

: Gevealopnment of improved devices of the Flexowriter

rlters which make it convanisnt for a secretary to

ext tape -- or even en encrypted tape -- a8 a by-product

sprapiseion and later processing, withcut re-keying.

, &8 keying and retypling processess are eliminated, this

1 the one hand offer increased input voluwwe for the

31 ceomunications capeelly devaloped by the Office of
and oa the other offer significant manpower savings.
1 asd protectod Flovowrltsr-type devices should sllow us

aries/commmnicetors in the field with only moderately

HWe have ilndicziions that

“paent will be available in the summer of 1961.

guch & sgystem, while high, msy not be out of line.

Leas -- the minimm for one link -« ave likely to cosi

onez oversess cupliyee In one yaar.
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Extenslon of Hystem %o Other Agencles

" The applicability of the system to owr work with other agencies
requires study. It is our belief that pertinent parts of the system,
such es the Initiel Reaction Sheet, should initinlly be tested in-
side the Agency only. Extension might then be exemined first of all
to those othe: agencies, i.e. notably Air Porce, which use the I3C.
Specific negotiations should be conducted at the proper time with each
poasibly interested agency; this approach may well lead to the develop~-
ment of different versions of the Initial Reaction Sheet for each.
This brosdening oﬁt s in turn, might meke the ISC useful to more members
of the commmun’ity and thus cause them to rely more heavily cn the doc-

umentation facilities provided by CIA.
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Conclusion

Implemm:ﬁat.ian of any coe wamm pan, of comesr, b e oaged an
r-;ehem.litiesn' ﬁu’* stationg «nd baees have yagtly Aliferin: needs Cor
c:ﬁrmmmicat,mma There are methods of apeeding up comeunioatiens othar
ﬁh&n tape processing which will find their place in the uhols sciens,
The phoj;omghic page=at-a-tlne encrypting _pméma explained {n Beok-
ground Paper No. 8 {s one of.‘ the most promising of these, and iisely
10 be useful mx certain categories of stationg and materisie.

‘The '_ cmﬁponents concemsd will heave to ex@mg.e In & contingings
gﬂnera.lz;tudf of what made ur modes of communications will be cent
syited to each point abroad, with the participation in each casse of
perabnn;ei’ tharoughly acquainted with lmcal conditions.

M£ime the 'test;'propaaed here, if the Comuittee sarees thas it
is worth tryingﬁ will serve to focus the thinkjm of the partisipouts
on specifico, agnd to surface their new ideaa asg well as thelir gually tm}.

el u,m, both, in the end, proba‘bly of equa.l value,
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